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CM-79-78 

1 September 197- 


MEMORANDUM POR THE SECRETARY OF DEFENSE 

Subject: National Military Command Structure end Deger&ental 

Headquarters Studies 


1. The other Chiefs end I appreciate the oppoftaiity 
to provide comments on the Steadman end Ignatius Repeats. 

J believe you will find our views on these Important nports 
positive and forthcoming. 

2. As Dick Steadman points out, there ere e nuraher'of 
things we can do to improve the institutional product ef the 
joint system. I firmly believe, however, that the fundamental 
organizational structure is sound. I agree with Dick that 
there is no present need for dramatic change, such es the. 
creation of a body of National Military Advisers. 

3. Dick's recommendations provide sn important f&st s'tep 
in-efforts to increase the effectiveness of military counsel — 
particularly from the joint arena. Over the next several months, 
the other Chiefs and I will be looking for additional mays to 
improve the joint system. In addition to examining the quality 
of military advice, we will focus on the C* and readiness areas. 
The goal is evolutionary — but measurable — improveaent to the 
present system. 

4. I suggest we didcuss the Steadman and Xgnativ Reports 
at an early SECDEF/JCS meeting. 

DAVID C. jrafcs. General, OSAF 
Chairman, Joint Chiefs of Staff 



THE JOINT CHIEFS OF STAFF 
WASHINGTON. D C. J0J01 



JCSH-290-78 
1 September 1978 



MEMORANDUM FOR THE SECRETARY OF DEFENSE 

Subject: Comments on the National Military Command 

Structure and Departmental Headquarters Studies 


y, 

tm 


1. The Joint Chiefs of Staff have examined the National 
Military Command Structure (Steadman) and Department Head- 
quarters (Ignatius) Studies as requested, The recommenda- 
tions contained in these studies are viewed as innovative, 
positive suggestions directed at continuing evolutionary 
improvements in military operations, functions, and the 
quality of military advice. 

2. While all of the recommendations in the studies warrant 
careful examination, those dealing with resource alloca- 
tions, the role and function of the Under Secretary of 
Defense for Policy, and the relationships between the 
commanders of the unified and specified commands and the 
Joint Chiefs of Staff are of particular significance. 

a. In an era that requires careful management of vital 
resources, an increased role for the Chairman. .and the 
Joint Chiefs of Staff in resource allocation and plan- 
ning decisions is desirable. In conjunction with the 
commanders of the unified and specified commands and the 
Joint Chiefs of Staff, the Chairman will be able to 
provide advice on resource allocation issues from a 
macromanagement viewpoint. The Joint Chiefs of Staff 
will review measures and options available to implement 
this suggestion and will make appropriate re commend at iocs 
to the Secretary of Defense in the near future. 

b. The Joint Chiefs of Staff strongly support the concept 
of assigning responsibility for development of national 
security policies and objectives to the Dnder Secretary 
of Defense for Policy. The establishment of a Planning 

*** Office to provide timely promulgation of national security 
objectives and policies for Incorporation into all DOD 
documents, especially In the areas of long-range and 
contingency planning, would substantially Increase the 
effectiveness of DOD operations. 
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APPENDIX A 


1 

COMMENTS OF THE JOINT CHIEFS OF STAFF 2 

OH THE AE COMMENDATIONS OP THE 
NATIONAL MILITARY COMMAND STRUCTURE STUDY 

1. The Uni fled Cocmand Plan 1PCP) 

a. The DCP should be reviewed by the Joint Chiefs of Staff 5 

and the Secretary of Defense at intervals not to exceed two t 

years. 7 

(1) Comments /Views . The Joint Chiefs Of Staff concur S 

in the recommendation suggesting periodic review of the 9 

DCP to assure its conformity with current diplomatic- 10 

military realities and the requirements of the Depart- 11 

ment of Defense for effective nanagement of US Armed 1? 

Forces. A complete review of the DCP was conducted in 13 

1975; specific issue revisions of the DCP were conducted 1_4 

in 1976 and 1977. Additionally, a review of the DCP is IS 

currently in process by members of the Joint Staff and It 

the Services, and recommendations resulting from this 17 

review will be forwarded to the Secretary of Defense 1£ 

as appropriate. Further, the annual etainistratlve review 1£ 
of the DCP, currently oonducted by the Joint Staff, will 20 

be expanded in alternate years to include eddressal by 21 

the Joint Chiefs of Staff. 22 

(2) Conclusion . Current Joint Staff procedures requiring 23 

annual administrative review of the DCP will be amended 24 

to provide for eddressal by the Joint Chiefs of Staff 1$ 

in alternate years. 26 

b. Selection of the commanders of unified and specified £2 

commands should be on the basis of the best available 26 

qualified officer with consideration given to alas ion end 29 

forces asfcigned rather than strictly to Service affiliations. 30 
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m—nts/Viawa . The joint Chlaf. of .toff O-Pfort 
thl. recenmendation. MU* “ »• roeo,nlM« that, 
historically. ecmaandare of 1«- n# * *“ 

appointed .ion, .arvlea U.». arrant •»*•—»* 

ao not roatrlet of ***** « • ^ CitlC 

Servlet, in providing nceln.tlon. to the Socrot^ 
ef Defense for uni flea ceenand po.ltlona, the Joint 
Chief, of Staff will oon.ld.r .11 offioor. ««a by 
th. Secrst.rlsa of th. Military Dapart-nta. 

<2 , conclusion , appointment of eoem-nd.r. for -nlfl.a 
commands .houia continue to be -a. on th. basis of 
qualification. giving due regard to -l.alon ana force, 
••signed . 

C in considering OCP or,.ni..tion ana functions. . «NC a 
.milit.ry-aiplom.cy role .houia he an imports con.ia.rs- 

ti°n. 

(1) cnmreents/views . Concur. It is important that 
CiNC. retain an overview responsibility for aacurlty 
...istanc. to countrla. in their ara. If th. Mcrat^y 
of Defense, ana in turn th. f.cr.tary of *tata •** the 
pre.ia.nt, are to receive th. totality of av.ll.bl. military 
savice. The CINC, » assist.* by thair .tat. Dapartmant- 
...ign.d political aivisors. can provia. •« the .cane* 
detailed country requirement. and ...... the ^lltary- 

political implication, to th. country and are. eonnaet* 
with each proposed level of assistance. 

(2) conclusion . In considering changa. to the DCP, the 
joint Chief, of itaff will assure that the milltary- 
diplwaey role of the CINC. will be given algnlficant 
attention. 
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6. There it no need for unified ootmands to cover ell ereea 
of the world. 

(1) Cccnenta/yiewt . Concur. The uc?, es presently 
structured, recognises there is no requlrmnt to uslgn 
opera tlonsl responsibility for all geographic areas of 
the world. DC security interests will determine those 
areas where armed foreea employment appears warranted 
end, hence, must be incorporated in the area of opera- 
tional responsibility of e unified ooonand. Prudence 
dictates that specific ereea of the world not assigned 
to any commander of a unified comand for operational 
responsibility may be assigned for contingency planning 
purposes at the direction of the Joint Chiefs of Staff. 

(2) Conclusion . The Joint Chiefs of Staff should not 
make recownendations for assigning unified conandera 
area responsibilities for the sake of achieving global 
coverage. Current assignment practice! should continue, 
with rec ©amend at ions for assignment of areas being made 
on s case-by-case basis, consistent with evolutionary 
political-military requirements. 

a. A special study should examine the component commends 
with a view toward identifying redundancies in functions 
•nd personnel, with particular attention given to the 
feasibility of consolidating the exponent* • logistics 
f unct ions . 

^ Ccctments/Views . Reduction of personnel end elimina- 
tion of staff function redundancies ere always desirable 
goals. Many steps have been taken in recent months 
to reduce or eliminate unnecessary or redundant 
functions at ell military headquarters levels. Of 
eignif leant note was the study directed by the decretory 
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(2) EUCOM should continue to plan for# ,MCUUI 
directed, *11 contingency operations la the Widdlmfcet. 

|i] pcmmsnts /Views . th* Joint Chiefs of Itsff ■kut 
in this re comae ndst ion. If the Middle Bast nastee 
an ares of DSEUCOK responsibility, as rtctsmM 
above, OSCXNCEOlt should conduct contingency fleeing 
for the area and should execute contingency plHS 
when ordered, since his staff would be moet taOlar 
with planning factors and conditions in the mmm of 
operations . 

(b) Conclusion . USCXNCEUF should continue to ptai 
for and conduct operations in the hiddle East, as 
directed by the Secretary of Defense and the ; 

Chiefs of Staff. 

(3) There ahould be sufficient flexibility in I 
East planning to permit a contingency being run flsnctly 
from Washington, with EUCOM in a supporting rols ad/br 
to permit establishment of an on-scene unified eoaad 
reporting either to EUCOM or direct to Washington. 

(a) Canments/Vlevs . The Joint Chiefs of Staff near 
in this recommendstion. Currant technology | 
the flexibility to direct operations in the I 
East from Washington **or to parmit establishment rf •« 
on-scene unified coenand if the situation wazxsMs. 

(b) Conclusion . The flexibility of currant 

arrangements ahould be retained; however , to llu. 
degree possible, both the established chain of c^nand 
and sxistlng contingency plans should be used te 
crisis management. 

(4) The Joint Chiefs of Staff ahould examine the omampt 
of a sub-uni fiad command for tha Middle East reparttag 
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to SOCOM. an* than provld. thalr .-vie. » 

«e tha faeratary of D * f •''**■ . 

„ 02 =^=^^- - — — -rrr 

that tbU rK»»«>** UM * ~ 

tlon - - -» of th. »» *“ U ~?ZZr.. 
and poa.lbl. .e.«rlo. *Meb -W** ... 

,t .hould b. not.* that P.C«« W ourr-Uy,~» 

«* authority to a.tobltoh "“*> * * “* 

t, hi. via*. th. .Ituation 6«ana. 

(b) ronelu.ion - Th. Joint Chlol* of I 
junction With osciHClUK. .hould •>■**>• ** ~~ 
oendatlon In fet.ll — P^ld. th. * 

Dafan.« appropriate racooronfetlona. 

...» a. —• — “ 

to sdcom. _ . . mmA 

u > M ««f/Vig» . In vitw of curW * 

Cuban initiative In «*!«. thl. 

.l,nlfie.nt toplleatlona. Th. Joint Chtot. 
J__lnl..«-yo t pi r= 
for Xfrlca aouth ot tha tahara. 

inelufe ...fenfent ot ara. r..pon.toiUty or^^ 

ra.pon.ibllity tor plannin 9 only to a 
er retain r..P..lhlUt, «or Pl^-- 

Joint Staff. *.* --.— -J. 

comand. oho .**«•"• thl. aubjact 
requirement .«l.ta to IJantlfy onlfU* — -* 

•ibllitlc* tor th* »r«». 

(W ronclu.lon . •poeltic eowant on thl. 
tion to daf.rrad pending expiation ot t 
rftudy •ffort. 
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g. US Atlantic Command 

(1) 1ANTC0H should retain Its presently assigned ush 
snd rsaponslbllltlss. 

U) Conme nts/Vleva . Tha Joint Chisfs of fteff oooeux 

in th* recommendation. lowever, LAMTCOK areas mA 
responsibilities should continua to b* reexamined on 
• periodic basis as part of th* OCP review in light 
of constantly shifting political-military conditions, 
tb) Conclusion . Currant LAKTCOM sraa responsibilities 
a re appropriate and should ba ratAinad. 

(2) Th* Joint Chiefs of Staff should review the rmsnd 
arrangements for US marl time assets In th« Atlantic and 
the Mediterranean and determine whether thesa acids* 
optimum effectiveness for OS and HATO postures. 

Cal Cowmen ta/Vlewt . The Joint Chief* of Staff emeur 
In this recommendation, Command arrangements tm 
US maritime assets will be examined in consideration 
of USClNCTUR’i and ClHCLAKT’a responsibilities. further , 
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in the course of normal operational functions, CSC 
staffs will continue to examine suck command arrangements 
to sssurs maximum sffsetivsnsss and acceptability 
of any necessary adjustments with RATO Allies. 

(b) Conclusion , tn view of the need to assure flexi- 
bility of available resources, an examination of 
command arrangements for US staxitime assets will 

be undertaken, 
h. US Pacific Command 

(1) PACOM should retain its presently aeslgned area* 
and responsibilities. 
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of Defense in October 1975. The actions resulting ixcm 
that study snd subsequent review* have resulted la 
significant reductions in personnel strengths end 
si Inina tlon of headquarters' functions throughout A1 levels 
of tha unified end specified commands, end in Service 
staff a as well. Any further reduction* sruit be approached 
with caution. A consideration of functions, personal, 
and Service requirement* oust take into account the 
unique missions and requirements of each headquarters. 
Reduction* in component cormand headquarter*, for sample, 
could lead to matching increases in unified comand 
headquarters in order to assure performance of steinis- 
trative, as opposed to operational, functions nor 
performed by component commander* . 

<2) Conclusion, The Joint Chiefs of Staff believe that 
recent and ongoing staff and function reviews haw 
reduced major military headquarters to the minima* level 
consistent with operational requirements, however, the 
results of studies now underway regarding management of 
both Service and joint command logistics functions will 
be evaluated for additional opportunities to echicw 
greater efficiency in 'operation* . 


US European Canmsnd 


(1) The Middle East should remain a EUCOM area of 


responsibility . 

(a) Comments/views . The Joint Chiefs of Staff esneur 
in this recommendation. Continued assignment of the 
Middle East to OSEUCOM recognises existing pol iti cal- 


military relations. 

(bV* Conclusion . Current area responsibility is 
appropriate. The Joint Chiefs of Staff will Netlnoo 
to examine ooneand arrangement* as indicated In sib* 
paragraphs (1) and (4) below. 
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( 4 ) gggaaflttgq . *ba Joint Chlafa ■* »taff concur 
in thin roeownantlon. In clew of ttc cituation 
in the Pacific tbaatar. eurrant fncon ar.. rcapon- 
aibilitiaa beet »<t tb» cccurity r»q«ix*»pnt. of 
the United State*. 

(b) fnnrlu.lon. Currant PACO* *r.. aaclgnoant anfl 
raaponaibilltiaa art appropriate and rtould be 
retained 

(2) Planning. practice.. md •ttitude. reading cri.i./ 
wartime conmand arrangement. for US Force.. Kora. ehould 
retain maximum flexibility to permit alter-Uve arrange- 
ment. to include the pre.ent cocmand orgasd.ation, direct 
coimand by Wa.hington of OS Force.. Korea, or a coobina- 
tion of the two. Where organ!.. tional ded.ion. cannot 
be made to accommodate thc.e alternative., they ahould 
be made in favor of an ae.unption that there will be a 
unified command reporting directly to Washington, 
la) Commenta/Vie*. . The Joint Chief, rf Staff 
concur in the view that flexibility la «e»aad 
arrangement. 1. necea.ary. The present structure 
provide* the flexibility for control of a Korean 
conflict through the e.tabllahed chain of command 
(CINCPAC; Commander , OS Force.* Korea COKUSKOKEA)) 
or directly free Wa.hington. In eaqfi *»»*. command 
authority, relationship. , and ra.ponaibilitia. are 
clearly stated, provide for unity of «— aand for 
combat and support operation., and avoid overlapping 
control of concurrent operation, by operate ©a—anda. 
Thu., flexibility i. provided without the risk of 
loa. of control inherent in loo.aly defined comand 
re let ion .hip. and reepon.ibilitie. . 
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Cb) Conclusion. The flexibility inherent In the 
wrr,n ^ ■Itirnitlw cane And itnieturii should be 2 

retained; moreover, any decision •• to which structure 2 

will be utilised in • Korean contingency should be i 

■•d. only after eveluetion by the Joint Chlefe of l 

tteff of the advantages end dleedventegea of each 1 

under the circumatancea existing during the erials 1 

encountered. g 

(3) The Army component command should not be reinstated l 

unices e convincing ergioaent la made that this would be 12 

demonstrably more effective than preaent arrangements . i! 

(a) Comment a/Vi eve. Tha Joint Chiefa of Staff agree 12 

with the view that command structures should be 12 

changed only when significant management and/or li 

command control improvements can be perceived as li 

achievable. The Army is currently conducting a li 

thorough end detailed examination of the Army component 12 

structure in the Pacific theater. The objective of li 

study is to mate recommendation a regarding the 19 

appropriate command structure for Army forces In the 20 

Pecifie theater. The study is examining all aspects 21 

of the leeue and will ooneider carefully the views of 22 

the Service, eomponent commander*, and the conandere 23^ 

of unified oomnands. 24 

(b) Conclusion . The Joint Chief* of Staff will review 25 

the results of the ongoing Army study and will forward 16 

appropriate recommendation* to the Secretary of Defense. 27 
PS Keadineaa Command 28 

(1) AEDCOM should be designated as the focal point for 22 

the coordination of the day-to-day aspects of mobilisation 22 

deployment planning of all CUJCa, particularly as they 21 




pertain t© lift requlrment* and data Had follow- 
through during major reinforcements. 

U) Comments /view,. OIREDCOW la praaaatly the 
coordinating authority for Intarthaatar deployment 
©f aaalgned augmentation force* by pamon-user lift. 
Posalble expansion of MWDCOX'i role to include 
acting aa the focal point for mobilisation and 
deployment planning, particularly aa it pertain* to 
coordination of lift requirement* for commands and 
the Service* and the detailed management of the ^ve- 
■ent of pereonnel and material during a major reinforce- 
ment operation, la under review. T|»* acope of the 
review does not include the authority to allocate lift 
between CINCa, which remain* a JCS function. The JCS 
Exercise scheduled for thi* fall (Him HOGGET) 
will focus on mobilisation and deployment matters 
and will contribute significantly to the ongoing 
review. 

(b) Conclusion. Cocmenta and reccemendatione are 
until completion of Exercise Him NUGGET 
and the review In progress . 

(2) HE dcom should have greater Haval and Karine forces 
participation In lta joint training exercises. 

(a) gown ent a / Views' . The Joint Chief* of Staff concur 
in this recommendation. Navy and Narine force 
participation In OSREDCOM joint exerelaea has been 
increasing over the past year , and further expan- 
sion of thi a participation would unquestionably be 
profitable. Limiting factors haw been the availability 
of sufficient exercise funding and Ravy forces to accomo- 
date the total training/ exercise requirement, tf forte 
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will be s*de to farther Increase Navy end Narine 


force participation In OSPEDCOK exercises within the 
constraints of asset and funding limitations. 

0>) Conclusion . The Havy end Karine Corps, In con- 
junction with DSPZDCOK, will seek ways to increase 
participation in uSAEDCOH exercises of nutual 
benefit. 

(1) PEDCOM should be given a broader, wef active role 


in developing Joint doctrine for ell forces. 

(e) Garments ^lews . The Joint Chiefs of Staff believe 
that development ©f effective Joint doctrine for ell 


forces is an area which requires continual emphasis 
and improvement and that tJSREDCOH should play a 
significant role in this process. Development of euch 
doctrine ie an evolutionary proctes and is assigned 
to e epecific Service or agency on the basis of that 
Service/agency 'a expertise. Serviea ccmponents, on 
both a unilateral and bilateral baala, continuously 
review and seek to improve those areas ©f Joint 
doctrine for which they are rasponsblle (s.g.« recant 
Tactical Air Cormand-US Army Training and Doctrine 
Conn and (TAC-TRAD0C1 efforts to improve close air- 
ground operations) USREDCOM acts as a catalyst in 
identifying doctrinal deficiencies in joint tactics, 
technique a, and procedures and in identifying areas for 
which no Joint doctrine currently exists. An axenple 
of dsredcoh contribution in this process waa its role in 
Exercise SHAVE SHIELD 16, conducted at Narine Corps Ease, 

29 Paine, California, in July 1977. This exercise, Which 
involved Active US Narine Oorps and both Active and Deserve 
US Army and US Air Force unite, resulted In Aevelo^ent 
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e „.l defense. thl. r.vi« aonsfd.r fetor, 

pwtsinlng to M relationship. throughout Uti. 
taurlet. »ueh u regional dlplometle-«ilitarv roloo. 
s.curltv es.ietane., and contingency planning. 

k. xir gcgana . »° »tw*y rsecmm.nd.tion. “ a * 

l. airlift Cosmand . »o .tudy r.ccmoend.tlon. •.«•■ 

». r .~ nef.n.e CcMand . SO stsdy recommendation. made. 

2. lU rtlme/CrW tun>q«^ent 

.. The chain of crmmand to be »..d In any particular crl.l. 
.hould be clearly anunci.ted at th. outaat. Xf any 1~‘ 
1 , to be by-p.aae4, it .hould remain fully informed of 
developments. There ahould be no confu.lon a. to the proper 
flow of communication. and the locus of responsibility, 
b. NCh decision, durin, crises should be written and 
verified whenever possible. Even oral decision, r^ulr.4 
' during smer,.nci«. ahould be followed up i-.edi.tely in 
writing. I» addition, feedback -ech.nl» ahould be a.t-»- 
lished to insure that daciaionwhar. hnow th. statu, of 


implementation. 

c h variety of HMCC-c.nt«.d command post as.rei... 
responding to r.ali.tle hypothetical crl.e. .hould be 
undertaken to ta.t th. ability of the S.tional -iU«y 
Command .yaf to .upport the SC*. S.nlor l.v.1 policy- 
Mking personnel shouid be ancour.g.d to pwtldpate. 

(1) c t« /views on n.rrm mend.tion. a, b, 

The Joint Chief, of .taff .trongly andora. th.se 
recommendations. The JCS Cri.i. hetion Syat»n. 
joint Reporting Struct*., and an antlr. ..ri.s 
of jes publications describe .truct*.d, y.t fl«ibl.. 
* proeduras for cri.i. — 9— * 

' wl d. Military Command and Control Sy.t* (WWMCCS) 

.a I.MHtlll. 
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of reccemendatlona for improving Joint procedures 
and techniques in the area* of strategic air 
mobility , CONUS land/aurface tr ana port* tion syst»s, 
and mobility support forces. Further, USREDCOM ' 0 
activities in the area of Joint doctrinal improvement 
have increased in recent months. An example is the 
emphasis oi\ and revised directives to the USREDCOM 
Joint Tactics, Techniques, and Procedures Review 
Croup {JTTPRG} , whose representation has been expanded 
to include USED COM, PACOM, TRM>OC # and additional 
USREDCOM component headquarters. Referral of 
doctrinal issues to responsible Services/agancies 
by JTTPRG and other USREDCOM components and the 
subsequent resolution of these issues by the Services 
have resulted in increased op* ret ion* 1 efficiency 
during joint exercises. 

(b) Conclusion . Responsibility for development of 
joint doctrine should continue to be assigned under 
current procedures (l.e., to the Service or agency 
best equipped to develop doctrine end resolve Issues) • 
Specific areas for which no joint doctrine exists 
should be identified and aasignad to tha appropriate 
agency. USREDCOM .should continue to identify abort- 
canings/voids in Joint doctrine and refer the problem 
to the appropriate agency for resolution. 

(4) Navy and Marine participation on the REDCOM staff 
should be increased to achieve these objectives. 

(a) Comments/Views . The Joint Chiefs of Staff 
believe an increased level of navel staffing for 
USREDCOM should ba commensurate with increased 
participation by Navy and Narine forces in USREDCOM 
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Activities . DtCZNCRED has indiestsd thst current 
Mavy end Marine Corps staffing (approximately 
< percent of the officers on the OSREDCOM staff) 
is adequate in view of present levels of naval force 
participation In U8REDCOM activities. 

(b) Co nclusion . The Joint Chiefs of Staff will 
evaluate the requirement for additional naval repre- 
sentation on the USREDCOK staff if the role of the 
Mavy and Marine Corps In CSREDCOH increases, 
j. US Southern Conwand 

(1) Retain SOUTHCOM as presently constituted for at least 
the period of negotiation and transfer of responsibilities 
resulting frcm the Panama Canal treaties. 

(a) Comments/Vlews . The Joint Chiefs of Staff concur 
in this recommendation, especially in view of 

negotiations relating to the Panama Canal and the 
current status of politico-military activities in 
the Latin American area. 

4 

(b) Conclusion . USSOUTHCOM organization! and functions 
are appropriate and ahould be ratained. 

(2) When this transition period is over ( rsvisw the future 
of SOUTHCOM in light of the then prevailing military/ 
political environment. 

(a) Commentt/Views . The Joint Chiefs of Staff concur 
in this recommendation, recognizing the need for a 
comprehensive examination of US80UTOCOM 
responsibilities and functions as the transition 
period draws to a close. 

(b) Conclusion. The Joint Chiefs of Staff will 
.Initiate this review prior to tdrmination of the 
3- to 5-yaar transition period. In addition to 
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These procedure* and fwilitlw provide for the 
exchange of Information between the CZMCs end the 
National Military Consaand Center (MMCC) for the 
orderly developnent of military option* for the 
Implementation of MCA decieiona. JCS publicatione 
delineate procedure*, e.tablieh area* of responsibility , 
chain of coemand, and conanand relationship*. The 
procedures provide for issuance of voice ccxmnands 
with record communications followup. All military 
execution directive* in Uses of crisis are issued 
by authority and direction of the Secretary of 
Defense and specifically approved by him. JCS 
Crisis Staffing Procedures provide for active 
participation in the NMCC by policy-level representative* 
of appropriate non-DOD agencies during crises. 

(b) A series of KMCC-centered canmand post exercises 
(CPXs) are conducted regularly, including major 
semiannual JCS CPXs. In the fall of 1978, a major 
mobilization CPX is scheduled to include partici- 
pation by senior- level representatives. While the 
procedures and systems for crisis management are 
generally sound, they have, as noted in the report, 
not been applied consistently during past crises. 

The participation of senior- level policymaking 
personnel in exercises would significantly enhance 
this process and insure the familiarity of key 
personnel with the facilities and procedures during 
actual crises. 

(c) In discussing crisis management, the report 
identifies several area* that deserve continuing 
attention. Acme area*, such as improved communica- 
tions, improved reporting procedures, positiv# feed- 
back on MCA directives, improved date collection 
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w>d processing. end improved analytical technique, 
are amenable to preerlale procedural u« toh«n 
fil „. Th, joint Chief. of »t.ff .111 «*•“ 

Improvement.. Specific ongoing effort. Inelod*. 

1. Improvement. to data handling and dlaplay 
c»pabillti«* In th* WMCC. 

2. Computer Internetting to facilitate data 
processing. 

j. Formatted reporting to improve data exchange 
in aupport of contingency planning during 
crises . 

4. Regular, lnnlepth ravlaw of JCS cri.i. manage- 
ment documentation, auch aa the Criaia Action 
Syatem and Crlala Staffing Procedure.. 

Other area. Identified by the r.port, auch a. avoid- 
ing overcontrol and bype.alng th. chain of command; 
Improved U.i.on between th. Secret^ of Oaf.n.e 
and the Chairman, Joint Chief, of Staff, and gr.atar 
oae of CIHC contingency plana, ouat depend on the 
knowledge and judgment of a.nior participant, at the 
time of the crisis. 

(J) conclualon . the Joint Chi.f. of Staff .ill continue 
to review and modify,- a. appropriate, a.td>ll.hed pro- 
cedure. and ay.tam. for erl.i. management, and .111 con- 
tinue to exerciae theae procedure, and ay.tam. at all 
command and policy lav.la In tho.e agenda, potantially 
involved in criaaa. *h. Joint Chi.f. of »taff further 
reiterate thalr support for utili.ation of th. ..td.li.had 
chain fit conn and for crlala -an.gam.nt to th. aaxiaum 
extant po.aibla. I.tabllahed camand channel. ...ur. 
full coordination and tx.naai.aion of Information acroa. 
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th. »p.etrum of lnvolv.a headquarter. end « UU ” i 

Judgment ef eoamander. on th. scene who or. oo.t f«.lU.r 1 
with local e.peeta of th. problem. - 

j. Management of th. Unif ied and Specified Cc^a nd. i 

Th.t th. rol. of th. CINC. be expwded to Include a i 

participating voic in determining requirement. of fore. * 

under hi* ctmwand. 

,i) nte/Vlew. . th. Joint Chi.f. of »toff b.U.v. » 

that th. CINC. ou.t be .etlv. participate in determining » 

requirement. for fore, ona.r th.ir ea—na. ht pr.ent, 10 

th. CINC. .r. playing .n incr.a.ingly active rol. In ii 

determining euch requirement. .. . r..olt of evolutlon.ry 11 
proee.... which h»». occurr.a ov.r th. put ev.r.1 12 

year.. Th. Secretary of Defen.e ’• recant initiative of 12 

having CINC. .ute.it quarterly report, directly to him end 12 
USE UC OK'. .utei »■ 1 on of . Heater Priority List ar« two 1— 

examples of thi. proe... Mdltlonally. procedure. exist for II 
CINC involv.rn.nt in th. dev.lopa.nt of th. Joint Str.fgic li 
Planning Document, Joint Program Assessment Hemorandum 12 

(JPAM) , and the Joint Strategic Capabilities Plan. Another 2® 
recent development h.. been th. annual aubmiMlon by 21 

the CINC. of their rgeearch and d«v.lopent objective. 22 

to the Secretary of Def.n.e; thi. .uted..lon 1. al.o 21 

u.ed in preparation of the ABD portion of the Joint 22 

Strategic Planning By a tern. CINC .staff. «. not .flipped. 22 
however, to d.v.lop balanced total fore, program advice, 22 

particularly in the time-e.n.ltiv. progrnmlng/budg.ting 21 

ar«n* . The primary determinant of fort* requirement* — 

should continue to be ax.rei..a through Service e-ponent 21 

commander. ...lgnad to th. unifi.d ewi. — 
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Chairman of the Joint Chief, of Staff ae the interface 
with the Secretary of Defenee in tran quitting cetera 
and lnetructione to the CIHCe. In thle latter cep aelty, 
the Chairman will continue to act at the epokeaaen for 
the Joint Chief, of Staff in their corporate odvi.ory 
role. Care mu.t be taken to ...ur. that any foxmaliaed 
changes in the role which the Ch.lrman play, ere i" 
conformity with Section 142, title 10, DSC, which 
prohibit, the Chairman from exercising military cceaaand 
over the Joint Chief, of Staff or any of the Armed 
Force*. t 

(2) Conclu.ion , The role, of the Chairman of t*a Joint 
Chief, of Staff and the Joint Chief* of Staff end their 
relationship with the CINC. *hould be enhanced. The 
Joint Chief* of Btaff should undertake a review of DOD 
Directive 5100.1, a* suggested, and submit raceme ndationa 
for ita modification, a. appropriate, to assure a more 
active interface with the Secretary of Defense and the 
CINCa in the supervision of the combat raadineea of the 
unified and specified commands, 
c. That the Services/Joint Chiefs of Staff /OSD conduct an 
in-depth review of readiness capability, reporting with a 
view toward developing r- system which will provide the 
Secretary with detailed, thorough, and well- articulated 
information on readiness and force capabilities including 
limitations, and recommendations for deficiency correction. 
(1) Consents /Views . The Joint Chiefs of Staff concur 
in the view that definite improvements are possible in 
current readiness reporting capabilities. The entire 
issue' of readiness rsporting is presently being reviewed 
under the purview of the DOD Reediness Management 
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(2) Conclusion . The direct dialogue between CXPCs and 
the Secretary of Da fans* should continue and all CXNCs 
should davalop a submission similar to tha QStSCOM 
Hatter Priority tist. 

b. That tha Secretary dsslgnata tha Chairman as Ms agent 
for supervising tha aetivitlac of the CINCt and that to 
facilitate this, he amend present directive! to indicate 
that he will normally transmit his orders to tha CXHCs 
through the Chairman, who will act in consultation with tha 
Joint Chiefs of Staff whan time permits. Tha Joist Chiefs 
of Staff would remain aa the Immediate military Staff 
to the Secretary. 

(1) Comments /Views . The Joint Chiefs of Staff concur 

with enhancing tha rola of both tha Chairman 
and Joint Chiefs of Staff in their relationship with the 
commanders of unified and specifiad coes&anda. POD 
Directive 5100.1 specifies that the chain of command 
runs from the President to the Secretary of Defense 
through the Joint Chiefs of Staff and to the cowsanders 
of unified and specified commands. The Joint Chiefs 
of Staff believe that this directive should be reviewed, 
and revised if appropriate, to permit tha Chairman end the 
Joint Chiefs of Staff a more active rola in easering 
the combat readiness. of DS Forces worldwide. Particular 
areas to be examined from s macromanagement viewpoint 
include resource allocation among unified and specified 
commands; force readiness status; oversight of the 
conduct of politico-military responsibilities, especially 
in the area of security esaietance; and proyi Miing and 
budgeting functions . Further, tha DOC directive could be 
amended, if necessary to formalise the present role of the 
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Steering Croup. Concurrently, th. Joint Chief* ef Steff 
ere reviewing JCS Policy W* 1™ M.din... 

Deporting) end the JCS »«l.n»«.l he.din... Mpott in 
m « effort to improve the timeline.*- quelity. end 


utility of reedineet data provided to the Secretory 
of Defense. Meet recently, th. Joint Chief* of Steff 
approved ter... of reference for th. conduct of . .tetic 
.••element of total force reedine**. Additionally, 
th. OJCS i. working to develop . «thodolo«, with 
vhich to ...... total force capabiUtie. in a dynamic 

environment. Thi. methodolow will be de.ign.d to 

support current and projected force r..din... and capability 

Other ongoing action, de.igned to improve the 

OJCS ability to articulate readme., information and 
identify limitation, include: a national mobilization 

exercise (NIFTY NUCCET) which will te.t mobilization 
systems end procedure.: Operation Plan Package Appraisal, 
.hich examine, capabilitie. to fulfill tran.portation 
demand, gener.ted by th. .imultaneou. implementation 
ot major operation, plan., and Strategic Nobility Aeguire- 
ment. and Program. - 1P83. which will provide OSD and 


nent* 

the Service etaff. « »Pd*f « «vi« «d an.ly.i* o 


mobility alternative, end 




of alternative mobility programs. 

, 2) conclusion, further c—nt 1. deferred pending 
completion of ongoing studies in thi. area, 
d. That th. Chairman, .upported by th. CISC., be given . 
formal role in resource allocation planning and deci.lon.. 
u, remant. /View. . The Joint Chief, of Staff believe 
that the Chairman. Joint Chief, of Staff. .»PP°rted by 
the Joint Chief, of Staff and the CISC., ehould bev. an 
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.mpand.d role In r..ourc. slleestion >U»ing dodelon.. 
Operating under the revised Planning, Progrsaalng. 
end Budgeting System (PPBS) Initiated thle year, 
cosnandere of unified end epeelfl.d ea—nd. «d. 

Important Inputs to this process. On the beaie of 
experience gained during the current document cycle. 

It 1. anticipated that the quality end utility of the 
CISC input, on resource allocation d.cl.lon. will be 
improved during FV 1»B°- «>• appropriate role for the 

Joint Chief, of Staff In resource allocation ehould be 
et a macromanagement level rather than from e dolled 
analysis perspective. The JCS rols should 
focu. on 1. dating key area, of ri.k ...ocl.ted with 
current and projected force capabilities to execute 
the national military etrategy. e.tabli.h the degree end 
relative Importance of these key areas of risk, end 
recommend prioritised resource allocation In light 
thereof. Example, of broad issues with which the 
JCS ehould deal are proper balance among readi- 
ness, force modernisation, and sustainability. 

Further, they should examine strategic force., theater 
nuclear force, vs. general purpose forces, C I, and 
strategic mobility. The Joint Chief, of Staff should 
deal with these Issue, throughout the FPBS cycle, early 
in the Joint Strategic Pluming Document period, before 
the publication of the Consolidated Ouldance and after 
publication of the Program Objective memorandum, 
the JPAM, and the follow-on Issue Paper/Program Decision 
Memorandum review process. In vim. of the expanding 
complexity of resource allocation issue., even et the 
macromanagement level, continued particlpetlon by the 
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Chairman, Joint Chief, of Staff, (supported by the 
joint Chief, of Staff and CINC.) in thi. proc... will 
require internal OJCS functional adjustment, and/or 
additional resource, to provide proper support. 

Studies to determine the requirement, nece.a.ry to 
provide capabilities required to support the Chairman 
in thi. expanded role .re underway. 

(2) Conclusion. The Chairman, supported by the Joint 
Chief, of Staff and the CINC., should have an expanded 
role in resource allocation and planning decisions. 

While the role of the Chairman and the CINCs in 
resource allocation planning will evolve together 
with the revised Joint Strategic Planning System and 
PPBS, additional measures and options are available. 
Recommendations regarding these options, resulting 
from the ongoing review, will be forwarded to the 
Secretary of Defense. 

4. Policy, Plans, and Advice 

«. specific national .ecurity policy guidance, which aets 
objectives our forces ahould be capable of attaining . .hould 
be provided to the Joint Chief, of Staff but without undue 
detail about how they are to ba attained. 

(1) commenta/Viws . The Joint Chief, of Staff concur 
in this recommendation . Provision by the Secretary 
of Defense of policy guidance is a necea.ary element of 
civilian/military relationahips and help, drive the 
process which develops the defense program. Experience 
with the Consolidated Guidance this year highlights the 
need for conci.e policy statements. 

-'(2) conclusion . The Joint Chiefs of Staff strongly 
■upport the establishment of • policy ba.e a. intended 
by thi. proposal . 


22 


Appendix A 



M t.m.w.. Th. Joint Chi.*. 01 staff .«FP«rt 

«... r.coram.ndation. and th. related r.cc-.nd.tion. 

in th. Xgnatiu. report *‘t* ““**• °* * 

policy pl.nning office under th. Under ».ex.twy 
of Defense lor Policy <USDP> . Th. olllc. ol th. 

0SD P .haul a ...ur. th.t n.tional ..curlty policy 
,„d objective. ar. clearly and cog.ntly dl..«ln.t.a 
.na that n.tlon.1 ..curlty obj.ctlve. .hi *“•»•* 
policy .re .ccur.t.ly r.fl.ct.a In the Cc«olia.t.a 
Guia.nce .na other PPBS document.. The policy plan- 
ning office would proviae a long-neea.a focal point 
for policy .avlce In .upport of long-range ana con- 
tingency planning. The focu. of thl. office .houia 
he on articulating policy guidance, ana it .houia be 
responsible for insuring that a.fen.e policy 1. con- 
stant with national policy ana that all DOD .l«»ents 
carry out th.t policy In their planning functions. 
Functioning of the office would be enhancea by the 
presence of active auty military officer. fa»ili«r 
with the Joint Strategic Planning Sy.te*. Detailed 
aspect, of operational planning, including review. 

Should remain with the uniformed military .tructure, 
as .hould th. formulation of military mategy. 

For maximum effectiveness, the planning office .hould 
interface directly with the Director for Hans and 
Policy, joint Staff, who is charged by the Joint Chre s o 
st .ff with staff responsibility for recs-mendations 
concerning long-range and contingency planning- 
(M conclusion . Designation of r..ponaibillti.. for the 
' usdp , a. de.cribed above, could «rve to -mple-nt the 
joint Staff operational planning function, and provide 
needed focal point for policy .dvic. in .upport of 
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jCS preparation of contingency. ^«-ranga. and long- 
range documents. The planning office, staffed 
in part by active duty military officers, should 
interface directly with the Director for Mans and 
Policy » Joint Staff. 

(4) coordinating DOD input to national intelligence 
natters . 

(a) comments /views . The Joint Chiefs of Staff eupport 
this recommendation. In order to carry out the 
intelligence responsibilities of the Secretary of Defense, 
as outlined in Executive Order 12036, the OSDP has been 
directed to formulete policy, validate all requirements, 
and insure that programs respond to stated requirements. 
However, substantive intelligence matters such as the 
production, review, and coordination of national foreign 
intelligence should continue under the purview of the 
Director. DIA. and, as such, should be separated 
from policymaking considerations in order to prevent 
the potential influence of policy upon Intelligence 
judgments . 

,b) Conclusion . The OSDP should undertake coordination 
of general intelligence policy matters, priorities, 
and requirements. In' order to assure that the pro- 
duction, review, and coordination of substantive 
national foreign intelligence matters as outlined in 
Executive Order 12036 and other current directives not be 
diluted, DIA should continue to have prime responsibility 
in these areas. 

(5 ) coordinating the annual study, analysis, and gaming 
program conducted by DOD end outside agencies to resolve 
major issues in policy, strategy, force planning, or 
resource allocation. 
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b. The Secretary of Defense, hie Deputy, end selected key 
...ietents should regularly revlev current military 
operational planning 

ui caroents^views - The Joint Chief, of Staff r.co,nl*. 
end endorse the requirement for . review of Droed opere- 
tlonel planning concept, to assure consistency with policy 
guideline, and to keep key OSD official, informed a. to 
operational capabilities. The dialogue resulting from 
such overview briefing, should assure sufficient 
responsiveness of JCS/Joint Staff plana to policy 
guidance and objective. -hould al.o provide senior 

OSD officials with a better understanding of military 
capabilities in relation to national policy 
requirements. The goal i. to create a ba.i. for recommend- 
ing appropriate actions to bring capabilities and 
requirements into closer alignment. 

(2) Conclusion, information briefings to the Secretary 
of Defense, his Deputy, and selected key aa.i.tants 
should be provided as requested, or when major changes 
to plans involving alteration in political/guidance 
assumptions occur. 

c. The role of the Under Secretary of Defense for Policy 
Should include: 

(1) Assuring that national security policy and objectives 
are provided to and reflected in the JCS/JS plan, for 
eontingencies/crises. conventional wars, and tactical 
and strategic nuclear wars. 

(2) Developing long-range national security policy plans 
for consideration by the HCA. 

(3) Assuring that national security objectives are 
reflected in the Consolidated Guidance and other PPBS 
documents . 
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(.) Co mment* /View* . The Joint Chief* of Staff 
endorse coordination of DOD end outside sgsney 
study programs. A DOD study program should be 
developed annually to select and prioritise DOD 
studies in order to facilitate completion of such 
efforts on a timely basis, within the constraints 
of existing analytical resources. Care must be 
taXen to assure that resolution of all issues, and 
in particular strategy and force planning problems, 
includes full consideration of military expertise 
and advice. This proposal, if approved, will neces- 
aitate revision of DOD Directive 5010.22 in it# eppli- 

cability to mission and functional responsibilities 

of the USDP, Under Secretary of Defense for Desearch 
and Engineering (USDRE) , the Services, end the OJCS. 

(b) Conclusion . A Senior Study Advisory Group 
should be established with senior-level representa- 
tion from the Office of the OSDP, the Office of the 
USDRE, the Services, and the OJCS. The group s 
purpose would be to set/re ccxnmend priorities, 
provide general direction, and establish broad 
policy guidance for the conduct and management 
of an annual OOP study program. This group would 
consolidate all study requests and would be 
■upported by separate working group* dealing with 
the different yet interrelated analytic activities 
involving the Consolidated Guidance Study Plan? 
net assessments ; Research, Development, Tast, and 
Evaluation studies? and plans and policy studies. 
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d . Tb . Assistant Sscrstsriss tot I» «t »»«. th. Dlrsctor 
,ot Hot A..e.«n.nt. «a BOD int.ni9.ne. •»•»•»« • heuW 
report to th. S.er.tsry through th. Ona.r S.er.tsry for 
Policy, who would hsv. tasking snd ocorainstln, r..pon.U,i- 
litl.s tor th... offio... -hll. they «»ld r.tsln ...ponsi- 
bUity snd control over th. suh.tsntiv. Judgment. snd 
evaluation* of their office*. 

(1) ggMntg/glg* . The Joint Chiefs of Staff 
eppreelste th. value of cntr.ll*.d tasting and 
coordinated r.sponslbiliti... «tk regard to that 
portion of this recommendation which pertain, to ISA. 
PAH. and th. Director of N.t A....-»ent, the Joint 
Chief of Staff ... -erlt in araminlng such an organiM- 
tional struetur.. but defer constant to the Office of the 
Secretary of Defense. However, it should be noted 
that the Director, DIA, is the substantive intelligence 
adviser to the Secretary of Defense and ahould report 
to him on these matters. Furthermore, the Director, 

DIA, ahould continue to report to the Chairmen, 
joint Chief a of Staff, on matter* concerning 
intelligence support for the Joint Chief* of Staff ^ 
and unified and specified commands. 

(2) Conclusion . Khile it is appropriate and necessary 
for the Director, DIA. to report to the Secretary 
through OSDP cn intelligence policy matters, priorities 
and requirements, the substance of intelligence must 
not be subject to management or policy review. 
Therefore, the Director, DIA, should continue to 
report directly to the Secretary of Defenee and the 
Chairman, Joint Chief, of Staff, on substantive 
intelligence matters. Service intelligence agencies 
ahould continue to report to their Service Secretaries- 
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5 . The Joint Chief* of Staff and the Joint Staff 
•. The JCS should revise their procedures to: 

(1) Hike the Joint Stiff elone responsible for Authorship 
of JCS papers. 

(2) Present comprehensive analysis of alternatives, 
whenever appropriate, encouraging expression of differing 
views . 

(3) Provide initial high level guidance to the Joint 
Staff when appropriate. 

(a) C omment s/Views on reco mme ndations (1), (2 ). and (3). 
The Joint Chiefs of Staff recognize that the 
thrust of these recommendations is the desire to 
improve the quality and utility of JCS papers. 

The solution may not lie in total adoption of any 
single recommendation but instead may involve 
partial implementation of all three. The current 
system of processing papers through the flimsy/ 
buff/green cycle, while fundamentally sound, 
can be adjusted to retain the benefits of early 
Service advice without diluting divergent views at 
the lowest levels. Attempts to improve the current 
system should be directed toward the early presenta- 
tion of alternative solutions at the higher levels 
of the Service and Joint staffs and the development 
of firm guidance for these staffs in the early stages 
of paper development. Consideration should also be 
given to providing the Secretary of Defense an overview 
of principal alternatives examined and the rationale 
for formulation of a specific recommendation. This 
presentation of alternative views, along with the 
identification of specific Service reservations 
regarding a recommendation, would facilitate the 
Secretary of Defense's evaluation of key issues. 
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(b> Conclusion . The Director, Joint Staff, in 
conjunction with the Hllltery Servicee, ehoulfl reviev 
the current system for development end presentation 
of JCS pepere in light of the recommendation. and 
conmente preeented in the Steadman report', 

b. The Secretary of Def.n.e ehould r.ie.ue the Cat.. H«no- 
randum with a narrower definition of joint a,.i,n»«nt. and 
delegate authority to determine exceptions only to the 
Chairman, JCS. 

,1) romment. /V i ews . A recent revision of DOD Directive 
1320.5 has been approved by the Secretary of Defense. 

The revised directive provides narrower definitions of 
joint duty and delegates waiver authority to the 
Secretaries of the Military Departments. Since the 
Chairman is not formally in the promotion list review 
process, it would be inappropriate for him to have waiver 
authority and, in effect, promotion list approval. 

,2, conclusion . DOD Directive 1320.5 ehould continue to 
reflect waiver authority retained at the Military 
Department Secretary level. 

c. The service Chief, ehould commit their meet outetanding 
and highly qualified officer, for assignment to the Joint 
Chiefs of Staff. 

d. The secretary should empower the CJCS to obtain ...ign- 
me nt to the Joint Staff of any requested officer, with 
temporary exceptions determined by the CJCS . 

(1, comm ants /Vi ews on Recommendation, c and _d. The 

joint Chief, of Staff believe that policies regarding 
assignment of officer, to the Joint Staff «».t eoneider 
the needs of the Services, the Joint Chief, of Staff- 
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and the individual** professional development. JC5 L 

policies clearly require the Services to nominate 2 

highly qualified officers for joint duty. Current 1 

directives charge the Chairman, Joint Chiefs of Staff, 1 

with determining the acceptability of nominated officers 2 

and provide him approval authority. Further, the I 

Chairman currently enjoys the prerogative of requesting 2 

assignment of specific officers to the Joint Staff 2 

on an individual basis . Initiatives can be taken to 2 

improve the perception of Joint Staff duty, IP. 

(2) Conclusion . The Joint Chiefs of Staff should con- 1 L 

tinue to emphasise the requirement for selection of — 

highly qualified officers for Joint Staff duty. Addi- — 

tionally, the Director, Joint Staff, will develop 11 

initiatives which might enhance individual officer 15 

perceptions of the desirability of Joint Staff duty. 16 

e. That the Secretary of Defense designate th* Chairman, 17 

Joint Chiefs of Staff, as responsible for providing • H 

military advice from a national viewpoint on programming 

and budget issues. 20 

f. That the Chairman be given appropriate Joint Staff 21 

support to make broad program and budget judgments. 22 

(1) Comments/Views on Recommendations e and f . The 25 

Chairman, Joint Chiefs of Staff, speaking for the Joint 
Chiefs of Staff, should actively participate in major program- 25 
ming and budget deliberations. The Joint Strategic Planning 26 
System was recently revised for the specific purpose 27. 

of improving the quality, utility, and timelineis of 22 

the JCS input to the PPBS. In the new sequence of PPBS 22 

documents, the Service Chiefs, through development and 30 

submission of POMs, provide informed judgments on 31 
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baaed in large P* rt «* »* rV1 ' .a.htlfled 
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jpxm Will evolve into «n even more «*•*« 

r i f l f ^, 9 Joint Chief* of 

Staff. with the information an. 
to represent JCS view, on major prosraan ng 

, e . A study i. underway to determrne 
bUd9et \ staff eupport i. required to provide 

“ “ <Z . .< ...... ■*» *•“ 

the Chairman, Joint M *ing broad 

to repreaent the Joint Chief, of Staff in maKing 

programing and budg.tin, lodgments. 

i union Further comment 1. deferred pending 

(2) conclua i — completion 

t . v-, ppBS cycle ana tne 

evaluation of the new ff 

,eview to aaeeaa requirements for 
Of the ongoing review ^ 

additional ataff eupport. 

9 . That the CJCS be e.tabU.hed a. a voting membe 

^ DSARC ' tt/vi „s m accordance with OOP Directive 

(1) C oncnent e /Views . 

\LTZZZf tm. - <—-■ Joint chlet - ° £ 

Staff, i. currently r.pre.ent.d at Def.n.e Sy.tem 

ion Review Council (DSASC) meeting, by a ee 
Acquisition -vie ^ M the principal. end 

officer who acts In an 

OS irman's view, on each major wa.pons 
praaanta the Chairman s via 
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senior Joint Staff •«“« , thoul « b. revleed *• 
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h . that the • appropriate. •" 

— ' Secretary ^ condu eted * 

annual study, an.lya . and the Service. 
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:;rr. 

f or=e Ple"ni"9. « '“"^e J^int chief, cl Stall concur 

U> ConsentaZiiSi- M(t(t *.nagement ol the 

in the fundamental nee However, OJCS 

inn of the total JCS, 

.tudle. represe ^ ^ lnappr opriate lor the 

OSD study ellort. ^ involved In the 

Chairman , Joint Chief • - ^ ^ lBfringaa upOT 

line management ol a ^ ^ MlUta ry Depart— t 

the requirement, and - requ lre»ent lor 

Secretaries and Service ^Chi.f • ^ ^ and etrongly U 
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(21 conclusion . The Chelneen, Joint Chief. of *««• 
iho uld not » ennuel .tody proven of the type 

proposed but. r.th.r. de.Hnet. . /“•» 

offioor or ^iv.lont dvllUn to r.pr...nt th. OJCS 
on e Senior Study Mvl.ory Group ehelred by e een or 
represent# tlve of the Office of th. OSDP. The 
OJCS reoreeentetlve ehould help ..t/reconoend 
etudv priorities end provide policy 9 uid»nct end 
general direction to th.t portion of the 000 etudy 
program which directly l-P-ct. the «PS or th. -leelon/ 
function, of the OJCS or the Services. 
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appendix b 

COMMENTS Of THE JOINT CHIETS OF STAFF 
COMMENTS pjcOMMENDATlONS Of THE 
£ HEADCUAKTEFS study 

> Use «. Armed Tore, roller Council (AFPO , .. 

chartered, to offer the Secrete. - 

frequent edvlce In the fon.ul.tlon of Def.n.e policy, 
reetrlctln, —hip to clvlll.n end sOU-T — 

~ — —• 

believe th.t e etrlcter enforcement of funeti on- 

which outlines the orqeniz.tion, membership, 
in, of the ATPC could result In Reduction of > 

./vice to the Secretary of Defenae. The Joint Chief. - 
st .ff should provide l.eue. r.sulUnq ~ 

Defense-JCS meetings to the Secretary, 

as AFPC agenda Items. initi- 

„ conclusion. The study r.c«mend.tion. 
a ted"! Further , there 1. current legislative activity 

which propose, that the Coan.nd.nt of the 

K-r Of the Joint Chief* of Staff. “ 
made « *tatutory oember of the 

this proposal 1. enacted, then it would be appropriate 
for the Commandant to become a etatutory member of the 
„PC. If this proposal is not enacted In the 
future, it would be appropriate for the Conm.nd.nt to 
remain an ad hoc member of the ATPC. 

2 . Establish a Planning Office under the Under Secre ary 
Of Defense for Policy, formally Unhed In U-Ucn ~ the Chair 

nan, Joint Chief, of Staff. 1«k — « tMl ° 
political-military long-range plying end contingency Plan 
Tng oriented to the formulation of Def.n.e policy guidance 
aBd m mutual support with overall national eecurlt, poUcie . 
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.. sgaat^gj . The Joint Chief, of Staff «**•» 
endorse ore.tion of . Policy Planning Office under the 
USDP. The JCS view. it Appendix A, peg* M * •• 

„ the role of the USDP. .pply to thi. r.«— nd.tion. 
h. Conclusion . A Policy Planning Office under the OS DP 
which complement, the Joint Steff oper.tion.l P 1 *"" 1 "’ 
function, would provide . needed foc.l point for policy 
edvic. in .upport of JCS pr.p.r.tion of contingency, 
mid-reng. . .nd long-range docu«nt.. Such .n office, 
eteffed in pert hy .ctiv. duty military officer., .hould 
interfere directly with the Director for Plan, .nd 
Policy, Joint Staff. 

3. Require the Under S.cr.t.ry for Policy to .upport the 
Secretary of Defen.e in the development of Defen.e Policy 
Guidance governing the other part, of the Con.olid.ted 
Guidance, working in clo.e coordination with the Chairman, 

Joint Chief* of Staff. 

a. r—, ta/Plew. . The Joint Chief, of Staff concur and 
etrongly endor.e the need for broad policy guidance from 
other than a predominantly programmatic viewpoint. 

b. conclusion . A more appropriate link in coordination 
would be with the Director, Joint Staff, who would act a. 
the point of contect for the joint Chief* of Staff. 

«. incorporate into th.'.arlia.t DSARC mile.ton. an analy.i. 
of the requirement for the candidate .y.tem to maet it. 
primary mi..ion, to contribute to a.condary mia.lona. and to 
asse.a it. value in connection with other planned or operating 
ay. terns de.igned to meet the ..me primary or a.condary 
missions . 
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a. Commenta/Views . The Joint Chief* of Staff concur end 
note that the racoamendation describee the action currently 
prescribed to be accomplished at Defense 6ystems Acquisition 
Review Council (DSAAC) Milestone 1. The earliest milestone in 
the acquisition cycle is Milestone 0, which is the approval of 
the Mission Element Meed Statement (KENS) aad is governed by 
Office of Management and budget (OKB) Circular A-109 and 
appropriate DOD directives. 

b. Conclusion . Current DOD directives responsive to 0MB 
procedures provide adequate guidance for addressal of 
these issues at appropriate DSARC milestones. 

S. Capitalising on the orderly, phased progran development 
schedule of the Consolidated Guidance, significantly reduce 
the budget review process — eliminating redundant or repetitive 
program review within Defense headquarters end in OMB--lirait- 
ing budget review to pricing refinements and the program 
implications that result from pricing changes end “fact-of- 
life" changes. 

a. Comments/Views . The Joint Chiefs of Staff strongly 
support efforts to improve the efficiency of the budget 
review process end to eliminate redundant review. This 
problem, which Is felt most heavily by the Cervices, is 
accentuated by the tendency to reopen program decisions 
that have already been- subject to rigorous analysis end 
approval processes. The result is often detrimental to 
a balanced Defense program. However, it is probably 
simplistic to propose that budget review css, or even 
should, be limited to pricing change* and "fact of life" 
changes. One of the more promising changes to the 
Planning, Programming, and Budgeting System in recent 
years is the current effort to secure firm Presidential 
guidance prior to Issuance of amended Program Decision 
Memorandums (PDMs) and commencement of the budget 
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„ conclusion, ttpl-.nt.tion of the study propo..l 
wou^Tto be in the beet Int.re.t. of the Oep.rt-.nt 

."l-..-. ...l^nt. to Service — 

«*. tin* to tine. in.te.* of to Ond.r S.cr.t.rie. or 

. ttilUnt 5«cr«t>rlM ol Oef*n«. 

. t./Vls*. . The Joint Chief. of St.ff concur enO not. 

thet it mey be .dvant.geou. for the MUit^ Oepert-nt 

**1. row. provided thet effective 
Secretaries to perform this roie. p 

en. eppropriete coordinetion procedure, ere ob.erv.d- 
b conclusion, At the di.cr.tion of the Secr.t.ry of 
Defense , this propos.l could be l-ple-ented on . trie 

. ri.h . formal role for the Service Ond.r Secreterie. 
oriented to common li.i.on function, with OSD. in eddition 
to the normal re.pon.ibilities of the office. 

.. c^ent./vlevs . the recommendetion be. no direct 

impect on the Joint Chief, of Bteff. 

b . conclusion . Comment on this propos.l i. def.rr. 

to the Militery Dep.rtment Secreterie.. 

10 . As . .tert toward reducing et.ff UY«« - 

eteff components, -thorite the Service Secret-!., to .1 

inste their A.si.t.nt Secreterie. for the henpo-r. — 

Affairs , end Logistic, functions, piecing r.lUnc. for conduc 

„„ th . respective Service Chief, end on 
of these functions on the respect. 

the OSD staffs in the two functionel ere..- 

.. o—nts/view. . The tec~a.nd.tion he. no dir-t i-pect 
on the Joint Chiefs of Staff. 

b. Conclusion . Comment on this proposal is d. erre 
the Militery Department Secreterie.. 
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u. , W .U, U —ic **» - -*«— 

«»«• BW ..p~t.IV 

Secretary .nd d-vie. Chl.f. taarnOm *« >° lnt 

to th. »*rvle. Secretary «d Mrvlc Chl.f, cone— »«V. 

the secretary of Defn.. — ~ °* “* 

development end .C-Lition program. f.Uln, under th. 
primary management .uthorlty of th. Service.. 

.. cgBgtgfliSg - tb * r.c«»«>d.tion ha. no «r.ct 

impact on the Joint Chief* of 8T*ff. 

b . conclusion. Co^nt on the propo.el i* to 

the Military Department Secretarial. 

11. Through procedure, .cc.ptahle to the re.pecti- Service 
Secretari... provide common ace... for both the *rvic. 
secretary and the Service Chl.f to th. Military ^artment. 
System An.ly.i., In.pector General, and Audit Service 

capabilities. 

a. nt./Views The recommendation ha. ■» direct impact 

on the Joint Chief, of Staff. 

b. conclusion . Cement on this proposal i. deferred to 

the Military Department Secretaries. 

13. Encourage a continuation of the effort under-y to reduce 
headquarters military .taff. by greater depend— on .»b- 
ordinate coamand., particularly in the materiel-..- 

.. cornments/vleva . The Joint Chief, of Staff note that 
the .tudy reflect, a .ignificant decrease 
Strength, over the pa.t 5 year, and .tate. that there 
ere practical limits to further r.duction.. -hil. there 
have been reduction, in number, within th. -ff., the 
demand, placed upon them have increa.ed dr— icily, 
ror example, a. noted in the .tody, th. n— r of 000 
witne.se. before 2« congrecional permittee, in X»«« 
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was 630. In 1977, there were 3.437 DOD witnesses 
providing testimony before 75 oomgressional eocunlttees . 

There have also been significantly expanded staff 
requirements by virtue of Increased cooperative efforts 4 

with OS allies. The result has been a decrease in. 5 

staff flexibility and in staff capability to respond ( . 

tn tasking as rapidly as would often be desired. } 


b. Conclusion . Any further proposed reductions oust be i 

carefully weighed for overall lmpect and degradation of * 

functional capability. Further foment is deferred V_ 

pending completion of the Defense Resource Management 1_1 

Study. K 

14. The study suggested that it would be worthwhile to 
examine a change in the management of the Defense Nuclear »« 

Agency along the following lines: designation of the 15 

Director, DNA, ts a Deputy Onder Secretary of Defense for 16 

Research and Engineering, incorporating the responsibilities 22 

of the old Assistant to the Secretary of Defense (Atomic 1£ 

Energy), including statutory appointment as the Chairman of 19 

the Military Liaison Committee (MLC). 20 

a. Comment s/Views . The Joint Chiefs of Staff believe the .21 

current relationship with the Defense Nuclear Agency is 22 

highly satisfactory. The comments of the Director, DNA, 23 

favoring realignment at suggested in the study can also It 

be appreciated. The Director, OKA, believes the proposal 2. 

may streamline staffing and organisational functions and — 

would use DNA * s potential more fully; however, the pro- 27 

poaal has potentially significant implications concerning il 

JCS and Service statutory responsibilities regarding the 2^ 

development of nuclear weapons and policy, stockpile *}' 

configurations, and allocation amd deployment of weapons 
to the unified and specified r r— nils. 32 
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b. conclusion - Th. eone.pt require. . thorough, »p«r.t. 
■n.ly.l* to ...... th. full .poetrun of i«plic.tlon. In- 
herent In the propo.tl prior to effectins my rmllqn- 
rnnt in DU crqmiMtlon md function.. Thi. rtoold 
be eceoapll.h.d in conjunction with th. ev.r.U e.i-in.- 
tion of Defense eq.nele. which will he md.rtm.n md 
should soecific.llv .ddr... the rel.tion.hio with the 
Joint Chief* of Staff. 



